


An agile workforce is created by individuals who respond rapidly to change in a speedy, effective manner.  ‘Agility’ including the top traits as high-performance culture, flexibility of management practices, rapid decision making, are required to drive the changing need of the workforce.  
(CIPD, 2014)























Executive Summary
The following report outlines the importance of understanding the use of theories and models that assist organisations with their strategic planning in response to the competitive environment they operate in. 
As argued by Pfeffer and Salancik (1978) argue, ‘organisational activities and outcomes are accounted for by the context in which the organisation is embedded’. 
‘We all have to make decisions in spite of an uncertain future’. (Deloitte 2017)
The retail environment can be arguably described as ‘hyper-competitive’(Sparrow, 2002), indicating the speed and rate of change is constant due to the current environmental climate and the megatrends the industry is confronted by.  Organisations must be adaptable in the uncertain times and understand that when addressing current megatrends, the future may create a series of evolving uncertain trends that will require a number of approaches.     
 In such an evolving environment strategic workforce planning is crucial, linked to business objectives and viewed as a critical element of the business planning process. (CIPD 2016). 
This report evaluates PESTLE as an analytical tool, focusing on identifying three factors and their impacts on Retail Supermarket Morrisons corporate and HR Strategic Direction.  
‘A PESTLE analysis is a framework to analyse the key factors (Political, Economic, Sociological, Technological, Legal and Environmental) influencing an organisation from the outside. It offers HR practitioners insight into the external factors impacting their organisation. The analysis is flexible, so organisations can use it in a range of different scenarios. HR practitioners and senior managers can use the results to guide strategic decision-making’. (CIPD 2018)
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1.Introduction
PESTLE can be viewed as the analytical foundations of any organisations initial starting point to address where they currently function in their industry and where they intend to progress to.  It is debated that using PESTLE primarily as a strategic planning tool within the business setting can vastly affect its generated results.  
The CIPD (2019) supports the effectiveness of PESTLE analysis confirming ‘carrying out an analysis, such as PESTLE, will help organisations to fully understand the broader environment and its challenges’.
PESTLE only focusses on external factors, however, to evaluate the wider scope it is understood that also implementing other analytical tools including SWOT, (Humphrey 1960-1970) PEST, STEEPLE (Aguilar 1967), Competitor Analysis, and utilising the workings of Porter 5 Forces (1979) is essential.  
It can be debated that if the organisation does not understand the functions of a PESTLE analysis ‘it will face a lack of comprehension of business decisions and planning, people strategies and workforce management, product development, organisational change, industrial turbulence and why some change is affecting them’. (Johnson. B 2017).
Evaluating PESTLE as a single primary strategic tool critically highlights that the six PESTLE factors can change drastically and quickly.  The tool can also be viewed as simplistic whereby unless each point is critically examined it will remain shallow and limited information will not be sufficient for effective business preparation and planning.  The strategic tool also relies heavily on documented, factual information.  This information is not always easy to access and obtaining such information can be time consuming and extremely lengthy.

Blog 1 ‘Social Sustainability’
Morrisons is a large private organisation placed UKs 4th largest Supermarket chain, with over 500 Store nationwide, employing over 110,000 colleagues.  Morrisons prides itself on having more skilled colleagues preparing food instore than any other leading UK retailer.   Morrisons is viewed as a traditional organisation, adapting the ‘best practice’ model of working to its functions with many strategic decisions influenced by stakeholder input and external situational factors. (Beer et al, 1984).
Employers are currently faced with the focus and raised awareness on mental health with “one in four people in the UK having a mental health problem at some point” (HSE 2019).
The Stevenson/Farmer Review of Mental Health and Employers (2017) identifying that 15% of people at work suffer from symptoms of an existing mental health condition. The Thriving at Work framework proposes a set of mental health core and enhanced standards which all organisations can implement to help support promotion of positive colleague mental health.
The impact of not applying a mental health strategy to the organisation could see an impact on employee wellbeing, increased absence levels, a decrease in colleague engagement and a decreased level of productivity potentially resulting in a loss of sales.  In 2018, the CIPD found that poor mental health was the most common cause of long-term sickness absence in UK workplaces and that stress-related absence had increased in nearly two-fifths of organisations (CIPD 2018).
There is a mounting pressure for organisations to react to the needs of colleagues suffering from mental health issues.  Being proactive in response the social awareness of mental health in the workplace would support The Harvard Model (Beer et al 1985) where HR Policies are reflective of stakeholder interests and situational factors. Schwartz (2003) expresses that by utilising scenario building process we strengthen as an organisation so we can cope more effectively with change, however Miles and Snow (1978) theory on how we cope with change suggests that Morrisons are reactors and only make adjustments when forced to do so in response to the social climate affecting them as a business.
An aging population is another key social factor affecting the organisations corporate and HR Strategic direction.  By 2050 it is projected that one in four people in the UK will be aged 65 and over (Office of National Statistics 2019).
This implication for Morrisons highlights that we are faced with an aging workforce with aging customers spending less on consumable goods.  “Employees in their 50’s, 60’s, 70’s are an asset to any business.  Living through periods of enormous change means that they have had to be exceptionally resilient” (B.Hall 2019). 
It can be argued that an aging workforce may bring years of experience as a competitor advantage, but it can bring a number of disadvantages.  For example, an employee who has worked doing a manual job for 40 years and intends to continue working but has health complications may request being moved to a different part of the organisation where they are able to carry out less manual job duties.  As an employer we are unable to create jobs for an aging workforce that may no longer be able to carry out their regular duties but wish to remain employed by the organisation. The concept of an aging workforce also highlights the threat of loss of organisational knowledge when long-standing colleagues retire or move horizontally within the business.



Blog 2 The impact of AI on the Retail Work force 
‘We live in a world of ever faster technology cycles, hyperconnected and nervously flickering financial markets’. (Deloitte 2017)
Technological advancements have been welcomed in the last decade giving a competitive advantage to organisations, however continuous advancements in technology can create social changes and disengagement.  
‘Accompanying the basic changes in technology, robotics and artificial intelligence are the digital changes that are affecting every aspect of every organisation, as well as fundamental changes to global society’. (B.Johnson 2017).
This blog aims to evaluate how much AI is currently impacting the retail food sector and will we ever be in a position where we are customers also become the workers using technology in supermarkets.  ‘Although AI and automation in many cases outperform humans, people are still essential for many businesses to flourish’. (CIPD 2019).
Sainsburys High Holborn recently mainstreamed the first absent checkout shop where customers can scan their shopping on an app and leave the store, the focus is to make the grocery shop quicker and more convenient.  
Morrisons are recognised for their traditional working styles and their reluctance to engage with technological advancements, this concept is supported by Perrow (1970) who concluded that technological uncertainty, rather than complexity can have an overall impact on structure.
In 2013 Morrisons reported a 2.5% drop in like for like sales due to the lack of online presence, forcing the organisation to invest £27m developing a limited online delivery service from January 2014 before confirming a deal with Ocado.  This action contradicted Igor Ansoff (1987) concept that in order to cope with a turbulent environment an organisation must be aggressively ready to change.  
Analysing the demand for convenience Morrisons enhanced its online delivery service in four City locations in September 2019 proposing to deliver online shopping orders within one hour of receipt.  Online sales as a proportion of all retailing increased to 19.2% in October 2019, from the 19.0% reported in September 2019. (ONS 2019)
Another technological enforcement came in 2017 when Morrisons started utilising AI to stock stores, after an 18-month trial Morrisons reported a reduction in shelf gaps by 30%.             Soete (2001) theorises several implications with technological advancements concluding these developments affect communication between individuals, with organisations, amongst organisations, and between individuals and machines. 
However, this shelf filling AI concept was welcomed by colleagues as it enabled general assistants to spend more time with customers.  The development of artificial intelligence means that online shopbots are likely to be able to replicate 90% of normal human retail interactions within the next five to ten years.  (Pilkinton. M 2019)
Supermarket till manufacturers NCR have confirmed they are looking into the concept of having facial recognition tills for age restricted products so the customer’s age can be determined using computer algorithms. Morrisons currently has one Checkout operator per eight self-scan checkouts with the operator having to manually authorise every age restricted product. The ONS (2019) predicts that two thirds of cashier jobs are at high risk of being replace by technology. This figure equates to 135,000 jobs being lost. 
A present HR technological challenge facing Morrisons is the introduction of Project Peacock where Line Managers will be responsible for implementing the basic HR function within their department.  This HR system will see general administrative tasks completed online rather than on paper format.  A recent survey published by Oracle 2019 stated that 64% of people say they would trust a robot more than their manager.


































Blog 3 Economic Retail Crisis

‘Since 2015, we’ve seen the escalation of the most severe crisis ever to hit the global retailing industry. In the UK, many retailers have gone under, and hundreds more are struggling’. (Pilkington.M 2019).
The 2016 referendum has brought with it several uncertainties for the UK.  A Brexit deal has been agreed in principle with the EU.  Both the UK and the EU need to approve and sign the withdrawal agreement.   The UK could still leave with no deal if the withdrawal agreement is not approved by 31 January 2020, or at the end of a transition period.
This blog will identify the potential political and economic pressures as a result of Brexit Morrisons could face.  If the UK is unable to reach a deal by January 2020 the obvious implications could see an increase in the price of goods, resulting in consumers spending less due to less disposable income with the expectation of fuel/gas prices also expected to rise.  
The uncertainty of BREXIT has put retailers under increased pressure with 85,000 jobs being cut (British Retail Consortium 2019) in the last year due to falling customer demand, rising inflation and customers utilising online shopping. These job losses have highlighted a major crisis on the high street with many well-known retail brands going into administration. 
Helen Dickinson, Chief Executive of the British Retail Consortium has urged the government to provide more help for retailers as she said the number of retail jobs had been declining for more than three years. (Dickinson 2019)
Morrison’s is a vertically integrated business, producing 25% of everything it sells, including half of its own brand produce and two thirds of all its produce being British. Morrisons is British farming’s single largest customer and the large scale of its manufacturing operations makes it one of the largest producers of food in the country. All Morrisons fresh meat, milk and eggs are British. Morrisons thrives on promoting the concept of buying local in its Stores.
Morrisons have a defined manufacturing and supply foundation in the UK is viewed as a major advantage for the supermarket amid Brexit.   Morrisons has made attempts to expand into the wholesale market, generating around £700 million in wholesale revenue in the last financial year and is targeting annual sales of over £1 billion. (Morrisons Financial Report 2018)
Morrisons has thought to be a potential takeover target, subsequently because of its       business connection with Amazon. Recently confirming a working deal it had with Ocado that facilitated to expand its deal with Amazon into more UK cities and many consider      Morrisons an obvious target if it decides to make its entry into the UK grocery market.   Speculation around potential acquisition of Morrisons, by Amazon, has vastly increased since the value of the pound has fallen in the uncertainty of the Brexit referendum, which has made UK assets cheap to overseas investors.
Staff within Morrisons have felt the strain since Morrisons started to implement a number of technological advancements including launching Home Delivery Service in 2013 when a £27million investment was made.  The investment saw a cutback in store spending and general colleagues were given additional duties to compensate for this.
The concept that stakeholders will be spending less in stores could see Store sales falling resulting in job cuts. The pressure of job cuts in Stores will mean there will be more responsibility and job demand for colleagues whilst still being expected to meet the Morrisons vision of excellent customer service.  
With Morrisons spending being limited this could have an impact on Learning and Development which could affect the internal talent pool within the organisation.
Conclusion
To conclude it can we validated that PESTLE can be used as the foundations of an analytical tool but another theory, SWOT, STEEPLE, Porters five Forces must also be implemented in order to generate effective, broad results.   Supporting the Michigan Model of HRM (Fombrun et.al 1984) Morrisons application of strategy fixates on creating overall organisational improvement through encouraging high employee performance, starting from shop floor level and progressing.  This supports Sammut -Bonnici and Galea (2017) stating that PESTLE has advantages as a tool but requires the combination of additional models to ensure the required outcomes are enhanced.
In the turbulent climate (Ansoff. I 1987) of retail Morrisons must be receptive to understand that all areas of turbulent pressures must be analysed frequently, with the dynamic view that not one model can be applied to each situation.  
In the competitive retail environment, it is viewed essential to consider the importance of Porter’s (1985) three competitive focus points for organisations to elaborate on when summarising competitive advantage, cost leadership strategy, differential strategy, focus strategy.  Implementation of a variation of environmental analysis tools can ensure Morrisons remains sustainable in a critical economic climate.  Recommendations incorporating Porter’s (1985) steer on competitive advantage are detailed in Appendix 1.1.
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Appendix 1.1
Recommendations 
	Social Recommendations for Morrisons

	Risk
	Risk Level
	Recommendation
	Cost Implication
	Benefit to Morrison’s

	Increased number of colleagues suffering from Mental Health Issues
	High
	Set up ‘Mindful Wellbeing’ workshops during colleagues work hours.  Run by Managers and Colleagues who want to spend time away from their usual job duties to chat openly about anything that maybe troubling them.
	Loss of productive hours in the store whilst colleagues take time out to attend workshops.
	Colleagues will be engaged with the concept of mental health awareness at work. 

Reduction in colleagues taking time off for mental health related issues if they feel they are able to talk openly about their condition whilst at work.

Reduction in absence.

Creating a team environment.

Removal of the stigma of Mental Health.

	Aging Population – aging colleagues needing to take time off to care for elderly dependents
	High
	Communicate flexible working arrangements to all colleagues.








Ensure colleagues are aware of the request to take unpaid leave at short notices.

	Reduction in productive hours on departments.

Pressures on Management due to staff shortages.

Additional training required to upskill colleagues to cover departmental shortfalls.

Loss of valuable colleague experience.
	Less colleagues taking frequent emergent leave to care for dependants.

Retaining experienced staff for longer to enable them to train and upskill newer departmental colleagues.

Maintaining morale and colleague engagement levels.





Morrisons can utilise the unpaid hours and offer overtime to another colleague if unpaid leave is taken.

	Aging Colleagues 
	High
	Training colleagues on other departments if their department is considered too manual
	Loss of experienced staff on departments.

Training costs

Staff shortages on departments if productive hours are not replaced.


	Retaining experienced colleagues.

Maintaining Colleague engagement levels.





	Rise in absence levels due to rise in mental health issues
	High
	All Mangers who conduct Return to Work Meetings to be retrained on conducting these meetings to ensure they are able to fully understand the implications the colleagues absence may have on the organisational operation.  Training to be delivered by HR manager.
	Training costs


Loss of productive Hours on Shop Floor Department whilst Managers attend training sessions.
	Line Mangers are able to competently conduct Return to Work meetings, building key working relationships with their colleagues and understanding the individual requirements of their colleagues.

Reduction in absence levels if Managers are able to plan for any specific times of absence.  For example if a colleague suffers from anxiety at certain times of the year due to bereavement, anniversary dates. 

	


Technological Recommendations for Morrisons

	Risk
	Risk Level
	Recommendation
	Cost Implication
	Benefit to Morrisons

	Increase in Self Service Operation in Supermarket, Customers scanning their own shopping without the need of a checkout operator.

Reduction in Checkout operator hours
	Medium due to Morrisons being reluctant to remove all checkout operations
	Multi skill Checkout operators to be able to work on other departments within the Store.
	Training Cost

Checkout Operators may be resistant to change within the organisation.
	Multi skilled colleagues able to assist on all departments within the Store.

Colleagues able to cover departmental staff shortages.

Multi skilled colleagues available to help during busy seasonal periods.

	HR System to allow Managers to Manger their own teams with limited direct input from HR.
	High
	Implementation of a HR System lead by Team Managers rather than HR function.
	Training Costs

Reduction in Store HR Managers if Team Managers are performing HR Manager tasks.
	HR Manager able to focus on more advancing issues and not day to day basic ER issues.

HR Managers potentially to operate on a 1 HR Manger per 2 Morrisons Stores concept.

Team Managers can closely engage with their colleagues rather than utilising HR as a primary communication source.

Increased Colleague engagement between Team Mangers and Colleagues.

	
	
	
	
	





	Economic Recommendations for Morrisons

	Risk
	Risk Level
	Recommendation
	Cost Implications 
	Benefits for Morrisons

	Risk of Takeover
	Medium
	Ensure in the event of a proposed takeover all staff are notified prior to any speculation in the media.

Ensure all staff are fully trained and appear an asset to takeover organisation.
	Staff will leave prior to takeover if a proposal is speculated, leaving the organisation short staffed with department standards falling prior to takeover.


	Smooth transition if colleagues are TUPE across to takeover organisation







Reduction in potential redundancies.

	Customers shopping in alternative supermarkets 
	High
	Ensure Morrisons Marketing material is published to promote the use of locally sourced food.

Ensure all staff are trained understand the source of products so they can promote this when engaging with customers.
	Marketing Material Costs.







Training labour costs.
Training Materials.








	Potential to increase sales if customers are keen to buy locally produced and sourced items.






Colleagues will be knowledgeable to engage and reassure customers about the sourcing of our products so customer do not seek an alternative supermarket if they believe BREXIT will have a major impact on Morrisons.









	Financial Cuts to Progressive Learning and Development
	High
	Appoint departmental ‘Training Buddys’ to help deliver basic training to departmental colleagues, so training remains present but not on a high-end scale.  To reduce the cost of sending colleagues to other stores and to spend time with highly qualified Management.
	Non productive departmental labour hours, colleagues may be reluctant to become ‘Training Buddy’s’ if their department is short staff and in need of extra labour hours.

	The concept of ongoing training is visual, encouraging and engaging colleagues.

Staff Retention

Store Morale

	Reduction in Talent Pool
	High
	Conduct Open days with local schools/Colleges/Universities to identify Morrisons employment requirements to attract and recruit potential dynamic and newly qualified education leavers.
	Productive hours not spent in store.

Labour Cost

Potential Marketing Material
	Building close community links

Potential long-term talent pool.
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